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CENTER FOR THE STUDY OF INTELLIGENCE 


Some General Etliical Guideli)'ics for 
Today's Directorate of Operations 


Two seminars involving different generations of DO 
officers were recently sponsored by the Center^ to discuss 
some of the attitudes towards operational patterns licld . 
today in the DO. The general objective v.'as to sec )iow 
widely shared such attitudes arc, and to test opinions on 
includiiig some of them in our training programs for young 
Case Officers. Separate papers setting forth the issues 
for discussion were prepared for the seminars. V.’e found 
general agreement on the proposition tluit our most valuable 
and enduring operational successes stemmed from situations 
involving siiared goals, rather than pure manipulation. The 
younger officers were adament that we siiould not in the future 
recruit people for what we recognize clearly to be high-risk- 
to-life missions as they believed has been done in the past. 

Both groups of officers shared relatively high ethical 
standards in connection with their professional life. They 
were widely divergent on whetiier there is an adequately 
functioning system to express dissent or alternative view- 
points up the line within the DO: the senior officers 
believing there is and the young officers vigorously dis- 
puting that view. There was also wide disagreement on the 
number of officials in DO leadership positions who merit 
emulation and on whctlicr "used car salesmanship" is a 
desirable trait for DO officers. Younger officers thought 
it was not. Both groups were united on the value of trimming 
down the size of the DO and’ in desiring a modified' system of 
selection out. 

The two groups concluded that while there is much shared 
idealism and many common ethical goals among our officers 
across the hoard, it would not be wise to attempt to include 


1 ■ 

A seminar involving nine senior officers (GS-16/18) was 
held on 12 March, and one involving six junior officers from 
age 25-35 was licld on 2 April. Each session had participants 
from almost all of the DO divisions. 
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ethical i;ui(le]incs in our fornal training courses; there are 
better and ir.orc dii'cct, yicrsonal ways to assure high morale 
and csiirit do corps. Several interesting suggestions for 
tlie training of young Case Officers arose from tlie two ses- 
sions. Attached are.ciglit questions addressed by tlic two 
seminars and the views of tlie participants on each. 
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1. Arc tlicrc suc ces sful ])a t.te rns .in :ir , cnt r ccrii j tronts ? 

The senior group tended to agree tliat the most yaluablc 
and enduring operational success stemmed from situations in 
Khich there uas a shared set of goals bet\cccn the Case _ Of f icers 
and the agents, and that operations based on manipulation, 
blachinail and, coercion worked less well. One of tlic senior 
group poiiitcd out tlia.t old and discredited apj^roaclies die liaid, 
although one of the^'younger officers indicated tliat SE Division 
is doing very well at steering young Case Officers away from 
the effort to use handles that are no longer deemed appropriate 
in planniiig recruitments. 

The younger group was not in full agreement with the 
senior officers on tliis question. One noted that if a 
potential agent had access, the Case Officer sliould go after 
him in any way possible. One young officer spoke of gaining 
the cooperation of a terrorist against liis own organization 
solely through fear of a' threatened exposure by his Case 
Officer. Several younger officers said that a group .of 
shared goals is desirable and will usually work better, but 
one noted that it- is a new generation .of targets the Agency , 
is trying to recruit, covering new subject matter. Therefore, 
the Agency must be flexi.ble enough to apiuly anything needed 
tiiat will” work, The United States (and tlie CIA) is no longer 
looked upon with great respect abroad and it v.'ill be increas- 
ingly hard to find goals that otiiers share. Furthermore, 
good agents are not always commendable human beings who 
would normally share U.S. or Agency goals. 


2. Should the DO use extrem e rutlilcssncss in its 
operational pa tterns ? 

The younger officers generally agreed that tlicy would 
not recruit any agent who would ru 3 ^th^r^l^o^f^Tio^^ce^:ain 
death in serving tlie Agen cy. 25X1A 

c i t ec^^^exarnif^^^^^nJ^^on^ 

oj^^i^younge^^ol^nSS^DelieYed it would be morally, accept- 
able to recruit someone running such a risk, but only under 
circumstances where the agent was aware of the risk involved 
and still was willing. Both the senior and junior officers 
believed that the DO treats its agents better in some respects 
•than the Agency officers treat each other. 
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3. Arc there slinrcd ethical s t andards amoni; DO officers ? 

One member from each group indicated that tlierc arc some 
qualifications to tlic "normal" ethical standards _ that one must 
hold to be successful in 110 operations. The senior officer 
said, "We have to rccoghi;’c that 100 percent of our clandestine^^ 
service activity is i'lv effect breaking the lavs of some naticn." 
Tlie yoLineer officer said, "You can't be completely moral and 
be doing'this kind of business." The latter received general 
agi'cemcnt from his peers. In both groups tliere vas at least 
one officer vho believed he had to live a split personality, 
one in the prof essi.onal world of operations and the otl.cr in 
his private life. Some in both groups believed that those wl ;0 
cannot rationalize in some way tlieir moral standards with 
their professional conduct should get out or be pushed out 
of the DO, but there was a general rejection of across-the- 
board amorality. In discussing motivational patterns, it 
appeared that the senior group entered intelligejice work 
because of patriotism and the tlien popular internationalist 
concepts of U.S. involvement aboard. The yovmger officers 
entered the profession to work on foreign affairs, go over- 
seas, and .to join an elite and sir.all organization wnere they 
would be granted responsibility relatively early. They 
believed CIA offered them tliis. Despite somewhat differing 
motivation they appeared to share common ethical standards. 


^ • Is there ro o m for dis s ent in the Agency ? 

The senior officers agreed tnat there was a right of 
dissent in the Agency tdiich worked effectively, and that 
this had led- to organizational loyalty which is a key ingre- 
dient that should be encouraged.- They also agreed tliat the 
Agency had established a good record of following orders 
from the senior policy level outside the Agency. It was 
the Agency's record of dissent on measures being considered 
at the policy level which had helped us in recent congres- 
sional investigations.^ 

Tlie younger officers were not in agreement v;ith their 
seniors on this point, even when tlie issue was softened, 
at their insistence, to "open to alternate viewpoints.'' One 
said tliere are many junior officers with legitimate gripes. 
The ideal leader wlio explains his reasons for his position 
to a disagreeing subordinate and tlien invites the subordinate 
to take the matter up the line doesn't often appear. One 


- 2 - 


SECRET 

Approved For Release 2001/11/20 : CIA-RDP80-00473A00080001 0004-3 



s n c II li T 

Approved For Release 2001/11/20 : CIA-RDP80-00473A00080001 0004-3 


officer said that this ideal works in sonic Divisions. Anotlior 
officer said there arc few critically important decisions tliat 
get turned around by objection from below. Still anctlior said 
that criticism, personal initiative, and responsibility in 
general is dc-cmpliasized in the DO. Criticism "rocks tlie 
boat" and endangers one's career. Anotlicr assented, saying 
disagi’eement risks bringing on the stigma of a malcontent 
and c:om]3lainer, and tliat even constructive criticism is not 
acceptable. ' 

Both groups agreed tliat the newest generation of junior 
officers is a more discontented lot, and neither group believed 
this discontent was fully justified. One younger officer said 
that dissent required responsibility, and another said the 
right of dissent does not presuppose correctness. 


5. Arc "careerists" Ccompctent SOB'sl nrevailinp in 
the Tfq r e 

(Tliis question arose from one of the issues included in 
both the pre- seminar papers: that it is consistently the same 
SOI t of Agency officer isdio lias hurt us wdien we are investigated, 
either by his maladroit supervision of lii s employees, abuse of 
the prerogatives of his office, or judgmental failures of large 
magnitude- -or a combination of tlie above failures. He is 
interested in his own advancement ahead of everything else.) 

The senior group recognized that there are still careerists 
aiound, but believed that tliey are declining in nur, liters and 
influence. Tlie younger officers were far less sanguine than 
their ciders aiad much more critical of careerists in all parts 
of tlie DO. One said, "lliere are some of tliic most despicable 
men I've known in high leadershi]) positions in the DO. They 
cheat the government at every turn they can, and use their 
position to enhance their own well-being. Then they try to 
tell young officers to be honest!. . . A man can be tremen- 

dously successful operationally (recruiting lots of agents) 
aiid still be a lousy Iiuman and leader for whom iio one. can 
Iiave respect." Another said tliere is a large body of people 
who are successful through "flim-flam," and 'some of their 
bosses don't know who tlicy arc, even if tlicir peers and 
subordinates do. The DO is particularly susceptible to tliis. 

A young officer said, ''There are a large number of com- 
petent SOB'S at senior levels, there is a generation gap; 
some top Icadersliip from my moral standpoint should not be 
in tlieii positions." Another said there are more tlian enough 
of such men in this Agency , but "you find that everywhere and 
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you never can rid yourself of then.'' It is a question of liow 
you deal with tlieni. TJic system unfortunately regards these 
people. A fifth said tlic problem is somewhat self-perpetuating 
because in tlic DO, scjiior men of tliis type promote their own 
kind. 


Some of the older officers had insisted, pcrliaps with a 
toucli of cynicism, tliat w)iat we needed to recruit in the way 
of young officers was "good used car salesmen." h’hilc this 
■Vvas not universally a view lield by tlie senior officei'S, it 
was definitely rejected by the younger officers who believed 
that was the wrong type of person to bring into the DO. 


6. Is a trimmed dov/n bureaucracy good ; should the 
ITo have a sele c tion out system ? 

The two groups w^ere in agreement on this- -a trimming 
down is good and there sliould be a somewhat modified- selection 
out system. Tlie senior officers believed there sliould be 
serious weeding out at the three-year level. Tliis should 
be after one overseas tour wliich is tlie only real world in 
which to test the younger officers (and the junior group 
agreed). The older officers believed the Agency is learning 
to eliminate unnecessary activity and to concentrate only on 
the most essential things. Tliis should winnoAv^ out the less 
effective and assure overseas assignments only to the most 
capable officers. Tliey favored a modified selection out 
system and believe now, if cA’-er, is the propitious time to 
install a system in which "twice passed over is out," except 
for those "we liave carried so long tliat we have nov; a moral 
obligation." 

The younger officers seemed to far^or a selection cut, 
at least getting tlie incompetents out of the DDO , "some of 
A\'hom could make fine analysts or do other work." One said 
A-^e should not hesitate, to stop_ promoting those who had 
reached their peak at the ’GS-~i2-14 Ica^cI, even a GS-11 
"street Case Officer" could continue to do good Avork at 
that grade level indefinitely. The DO should try to 
identify those Avitliout potential before- they are 35 years 
old and move them before tliat time. One officer expressed 
the belief that trimming the size of the outfit v.’as making 
performance more important and therefore flim-flamming mpre 
‘difficult to perpetuate. An idea put fortli by another 
younger officer avms tliat the officer of the future sliould 
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not be of the ’’cold war" syndrome when energy, food, popula- 
tion control, and economics arc major prolUems. Tliis officer 
also suggested that ])romotion panels sliould liave peer and 
subordinate-grade officers on tiieni to assure tliat a balanced 
picture of tl)c officer was received before i)romotion. 


7. Hov/ sliould tli e DQ in stil l g eneral guidelin es for 
c 0 n c f u c t , go b cl m o r a 1 c a 1 1 J a if ' e s p r 1 1 d e cor s 

The two groups were in agreement that there sliould be 
no attempt to "incorporate such metters into formal training 
programs---a move they believed v/ould be counterproductive. 

One young of-J;icer who was a former marine said, "You just 
can't use tlie Marine Corps system for building morale or 
esprit de corps." The senior officers and the )’ounger 
officers believed that examples and person-to-person 
informal contact were the only ways to spread these* values . 
Several younger officers said tliey had received good guidance 
and experiences from some of their contacts ivith senior officers 
and leaders. Both groups noted that the best morale 'and e.sprit 
de corps can be built overseas v/orhiiig in close relationships 
witli one another outside of the V/ashington bureaucracy. 

The senior officers emphasized "organizational loyalty" 
as an important value wliicli they believed existed, wlicreas 
the junior officers placed more stress on "honesty," a lack 
of wJiich they strongly sensed at senior levels. Tliere was 
consensus on the importance of esprit do corps but tlie youth 
did not seem to favor a "regimental history" kind of approacli 
suggested by. a senior member. • ■ • 


S • What should be adde d to DO training 'c ours es? 

While no one favored teaching ethical guidelines in tlie 
formal training courses, some senior and junior officers 
favored raising philos'opliical and moral issues for occasional 
discussion to focus trainees upon the prob] ems they will face 
and to spot and move out those who will not be able adequately 
to deal witli sucli issues. Some of .tlie younger officers begged 
for more frankness and candidness from the training Case 
Officers on what operations are really like and for a touch 
of the "bad" with the good "heroics." One young officer noted 
that there is little Agency training in interrelating with your 
subordinates in a supervisory sense. Training should include 
non-typical cases as well as tlie arch- typical 7 and trainees 
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should be exposed to those who worked on sucl) crises. There 
is not enoui;li training on terrorist, drug, or tecJinical opera- 
tions. The Senior Operations Course failed, according to one 
younger officer, to take enough advantage of the experience of 
those in tlic course. This man said that the mid-career course' 
half-hour presentations by each class member was tl;e most 
valuable part of the entire course.' There was an appeal by 
another younger officer to stress professionalism and lioncst)' 
only, and tliat liigh.moralo and esprit de corps v.'ould follow on 
their own. 
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